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CI-P News

Bend the Curve

A Common Ground
Some of you are
aware
that
the
Maine Center for
Disease
Control
(MCDC) at DHHS
was awarded a 3year Common Ground (CG) grant,
sponsored by the Robert Wood
Johnson Foundation and managed
by the Public Health Informatics
Institute out of Emory University
in Georgia.
Maine is one of 12 states that
was awarded the grant. I was invited to be on the Core DHHS CG
team since its inception in 2007.
Common Ground was created
to specifically focus on identifying and refining a common set of
public health business processes
using business process analysis
methods and tools to use in the
development of computer applications for public health.
One intent of CG is to make
sure that business processes are
well understood and streamlined
before computer applications are
developed. Anyone who has been
involved in computer application
and systems development knows
how important this work is.

— Walter E. Lowell

When the grant application
first appeared in Maine, it was
clear that this was something
that BTC needed to get involved
in since the basic principles,
methods, and tools were derived
from Lean and represent those
we apply routinely in our work as
CI-Ps.
.

Furthermore, CG has developed and refined a set of tools
that I have found increasingly
helpful in our BTC work and,
when appropriate, I have begun
to use them.
Common Ground uses business process analysis (BPA) to
identify Public Health business
processes, key stakeholders,
entities, and tasks.
The
‘common ground’ is the set of
business processes that are
similar - ‘common’ - across state
public health systems nationally.
The CG methodology produces maps called task flows of the
‘current state’ business process
- CG calls this step Design – and
then completes a ‘future state’
called Redesign.
Sound familiar?
Cont’d on p. 3 —
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Special points of interest:

● Next Clinicals
 March 20
 April 17
 May 15

● March Miller workshops scheduled

An Outside View . . .
This past December I forwarded John Shook’s, “A Lean Dream”, on to some folks who I
thought might be interested. This is a response I received from one of them.
— In case you didn’t see the column, here’s the URL:
http://www.lean.org/shook/2008/12/lean-dream.html
What do you think? How would you transform a large organization?
—- Lita

*

*

*

*

*

*

*

*

*

*

*

From: John Gibson
Sent: Thursday, December 18, 2008 5:14 PM
To: Klavins, Lita
Subject: Re: Money & Cars
Well, of course, one agrees. I tell my students of Edwards Deming, who was laughed at by
Detroit when, after WWII, he tried to get such companies to embrace TQM. So Deming went
to Japan. Out of the ashes, they built the world's most successful consumer enterprises.
Of course, others followed — people like Senge at MIT, Tom Peters from McKinsey, and those
who proposed such things as JIT management and other good ideas. Detroit thumbed its
nose at the consumer, expecting it could go on selling junk to the populace indefinitely.
(Interestingly, GM, Ford and Chrysler design and build very good cars in Europe and the UK.
Only in the past five years have they begun seriously tapping into that expertise.)
Working with Fred Jervis at the Center for Constructive Change many years ago, I learned to
focus on problem definition, believing that most managers ardently pursue vague horizons and
unclear outcomes, all in the name of progress. As Fred used to say, "You can only solve the
problems you can define. Most people see 'problems' as obstacles, I see them as opportunities."
JG

A Common Ground
Again, the focus is to make sure that the
business process is well understood and
streamlined before attempts are made to
automate it. Once the Redesign work is
done, the focus is on developing requirements for automation.
CG was initiated to aid in the development of new public health computer applications. However, many states - Maine included - already have existing systems often
built without the aid of process analysis
methods.
Since many of our Lean improvement
events identify opportunities to computer
enable or automate functions within a business process the application of the CG approach has the potential of helping us further refine this aspect of our work.
BTC’s focus is, of course, at a higher level then CG since we are looking to improve

(Cont’d. from page 1)
not only business processes - with automation as one of several methods to do so but also to transform how an organization
operates.
Now in its third and last year, CG has
set as a key objective the integration of
Lean and Common Ground principles and
methods.
This integration intent is to provide a
mechanism to sustain these ideas once the
CG grant has ended and also to expand our
BTC tool kit with an additional set of welldeveloped and effective tools. These tools
will help augment and make visible business
process features which can help inform our
ongoing BTC work.
We will be providing an overview of
Common Ground to CI-Ps in an upcoming
Clinical Supervision session.

—— Walter

BTC Lean Events
Date

Time

Topic

Location

Contact

March 20

8:15-4:30

Clinical Supervision

221 State, Lean Lab

ASD / WEL

March 30

8:00-Noon

Ken Miller Workshops

Florian Hall

ASD / WEL

1:00-5:00

Commerce Center

March 31—
April 1

TBD

Ken Miller CI-P Workshop

221 State, Lean Lab

ASD / WEL

April 17

8:15-4:30

Clinical Supervision

221 State, Lean Lab

ASD / WEL

May 15

8:15-4:30

Clinical Supervision

221 State, Lean Lab

ASD / WEL

June 19

8:15-4:30

Clinical Supervision

221 State, Lean Lab

ASD / WEL

* To add or see more events or detail, go to the Bend the Curve Calendar in Outlook’s Public Folders.
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Notes: Clinical Supervision - January 16, 2009
Welcome & Updates

Marcel Gagne facilitated this Clinical; Lita scribed.

MDOL:
Merle advised that she is 1) helping out with DOL’s rapid response to the escalating plant/business closures in Maine, getting to displaced workers — connecting them with State services. She noted that even
Toyota has closed down production all over the world. 2) starting a new pilot program re: on-line training
scholarships (includes fed. agencies, USDOL, Sloan…) which is part of a national program with four pilot
states (large: PA & CO; small: MISS & ME).
Eric noted that ADA facility and activity challenges is about turning them into opportunities — that how
they are executed is, in a way, all about PDCA.
Arthur discussed his work with Public Safety and their increasing ability to have an effect on results/
outcomes — have a more holistic approach to the relationship of process to outcome. He was urged to promote their training of internal CI-Ps. He stressed that he remains convinced that if processes are not visible, than all the related decisions will be wrong (“Kentucky windage”). He noted that MBA and, especially,
MPA programs still do not teach lean/continuous improvement management. He noted that there are one
or two members of the Maine Legislature who seem to be interested in Lean.
Joan gave an example she had heard re: Maine’s economy: Maine is, in essence, a “back cove”, as
when a pebble is dropped in the water there are concentric ripples that extend out, Maine is in the outer
rings. So, while it may be true that the impact may take longer to get to Maine, it also takes longer for Maine
to recover. Although, several noted, its strong “underground” economy may help sustain workers through
hard times. As Director of the Unemployment Compensation Tax Division, she is concerned with “load leveling”, not letting backlog build up in any area. With rapidly rising demand, too few staff (the # of workers
had been dramatically decreased over the past few years) has “quadrupled” the work.
This led to a general discussion on the use of data, going to the gemba, and trust. The supporting data/
information was shown to those making the decision but to no avail, along with a tour of the office and its
work. Joan noted that they had learned from LLBean that in handling volume calls, x-training x-work are
essential, including the supervisors and managers who also man the phones when needed. (Ann wondered if unions might prohibit this here & Arthur added that specific funding streams might prohibit such xwork.) Arthur added that when there is no trust, data makes no difference. Marcel described a x-training
initiative (re-skill) for workers slated to be laid off — a simple idea that did not happen.
Sheryl explained that one of her biggest frustrations is the folly of not hiring someone whose job can
generate more revenue than the position costs (e.g. child support enforcement). Data for rehab services,
she added, has shown that for every dollar spent, ten dollars goes into the economy.

DHHS:
Marcel noted that, in a recent discussion re: continuous improvement, he had been told that it is not
possible to really have continuous or continual improvement — that one could not work to improve all the
time, that the phrase should really be “continued improvement”. He wondered what the follow-up request
response had been to the Miller workshops, as energizing as they had been. Arthur and Walter answered
that there was little to none (one).
Ann said that there were predictions that 17,000 jobs would be lost in Maine by the end of 2009. She
noted that it was also hard emotionally to be “OK” while others were suffering from these tough economic
times.
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DHHS CI-P News

— contributed by Lita Klavins
Nancy announced that she is retiring from the State in February. She feels confident about the impact
of the CI-Ps and Lean work continuing. She said that in Commissioner’s executive meeting the morning of
the 14th, CDC contracting difficulties had come up & (lo & behold!), there was at that very moment a Maine
CDC Contracting VSM being led by Walter and Rae down in the Lean Lab. Commissioner Harvey, Financial Dep. Comm. Begin and Nancy all went down to the Lab & saw a very full room, busy with four energetic
breakout groups hard at work on their Current State customer-focused service system models. “It could not
have happened better if it had been planned,” she said. And, given the recent AP article, the feature article
in the DHHS newsletter IN FOCUS, the kudos in the Commissioner’s weekly Update, she believes that the
government and Governor have “got it “.
Walter explained that the department had been contacted by an AP reporter who was interested in our
Lean government work & asked, he had a lengthy conversation with her about what we are doing.
* * * * The article can be found at: http://archives.chicagotribune.com/2008/dec/26/business/chi-ap-oh-kaizencraze
Walter expressed regret at Nancy’s retirement, saying that she has been a true champion of lean and for
Bend the Curve and will be greatly missed. The Multi-State/Province Lean group is continuing to hold its
monthly teleconference calls and is planning a national (international) Lean Government Exchange June 911, 2009. The State of Iowa will be hosting this in Des Moines. He is continuing his active involvement with
the Maine CDC RWJF Common Ground project & feels that the RWJF national program manager, Public
Health Informatics Institute, has developed some very good (lean-based) materials that could also benefit
BTC. There is a meeting scheduled with Mike Ballesteros, Eastern Maine Community College, who has led
that system’s lean initiative, to explore possible collaboration. The application submitted to Harvard’s Ash
Institute for an Innovations in Government award did not move into the next round. Walter expressed his
hope that Lean will be recognized in the incoming President’s agenda given his statements re: the need for
an efficient and effective government.
Lita added that the next study mission for the participants in the Lean Management Practicum is tentatively scheduled for February 23 at Lonza Rockland; work is continuing on integrating strategies, lessons
learned, experience/knowledge, materials, and processes with other initiatives based on continuous improvement, business process analysis, etc. such as Common Ground and NIATx (substance abuse rapid
improvement).

Cont’d on next page —

The Ins & Outs of CI-Ps
Nancy DeSisto, the Director of the DHHS Office of Performance
Management — which includes the Office of Lean Management — and an
active champion of Bend the Curve and Practitioner of all things Lean, retired February 1, 2009. We miss her already but will be seeing her again,
for she plans to stay involved with Bend the Curve and continuous improvement work.
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Notes: Clinical Supervision - January 16, 2009

(cont’d from p.5)

Clough said that, in addition to his BTC and other volunteer work, he is pursuing his Energy Audit certification with the Maine State House Authority. This made him wonder if the CI-P certifications requirements
could have more explicit standards documented.

Lean Learning: Behn Reports—Measurement

Given the time constraints & John’s having to stay home to deal with his broken
furnace and frozen pipes, this segment

was rescheduled to the next Clinical.
The purpose of this Practice
segment, led by Lita, was 1)
to continue to clarify and increase understanding of the measures used in typical Kaizens/VSMs, 2) to develop teaching modules that
could be used by anyone and supporting CI-Ps in being able to explain them to others, 3) test these new
modules in a demonstration, and 4) to provide practice in writing detailed Design Notes from scratch.

Practice: Understanding & Explaining Measurements

The CI-Ps were broken out into four groups, each addressing two measures: 1) Cycle Time &
Changeover Time: Eric/Clough/Sheryl , 2) First Pass Yield % & Value-Added %: Nancy/Marcel, 3) Up
Time & Staff Time (# of staff): Walter/Joan/Merle, and 4) Work Waiting/Inventory & Time associated with
Work Waiting/Inventory: Ann/Arthur. Each group had 45 mins. to agree on the definitions and to design
the two teaching modules, each of which had to be no longer than 5 minutes.
Over the next hour with all the CI-Ps, each group then demonstrated their two modules (wonderful &
interesting approaches), teaching the other CI-Ps, with discussion following. Based on the discussion,
Arthur felt three measures needed further clarification & these are to be scheduled for the next Clinical:
Changeover Time, Value-Added %, and Up Time.
Each group is responsible for completing the Design Notes for each of their respective modules and sending them in to Lita before the next Clinical so that they can be consolidated for review
and comment (continued improvement?) by the other CI-Ps. The goal is to finalize these design notes
and put them out on the website for use by others.
1) Lean Management Practicum — Improvement Opportunities: (Lita) Volunteers
were requested for leading, co-leading, or observing improvement opportunities identified by the participants in the Lean Management Practicum. Joan, Merle (tentative),
Lita, Walter, and Clough volunteered. Marcel, Sheryl, and Ann asked to be Learning Observers.

Open Forum

2) Development of Public Website: (Lita) Arthur, Walter, Joan, and Merle expressed their interest in assisting Lita with the development of a BTC website for the general public. The current sites are really
working sites for the CI-Ps.
3) Strategy for the integration of Lean/continuous improvement in training units and human resources
throughout State government: (Lita) While it is not the same as integration, State HR has been amenable
to including a “lean segment” in their training. Marcel pointed out that there is a multi-departmental HR
group that meets and that this could be a good beginning point by doing a presentation on Lean for the
group members. (Marcel & Arthur agreed to address this.) It was also pointed by several that it is not necessarily clear to everyone that the Points of Contact for questions regarding Lean and/or BTC should be
persons who actually do know something about these, such as Arthur, Walter, and the active CI-Ps.
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Notes: Clinical Supervision - January 16, 2009

(cont’d)

4) Discuss the “transformative” VSM / Kaizen at Bureau level: (Joan)
Problem - solving

Customer Outcomes

Then, determine
methodology
Problem - solving
Producer Outcomes

5) Results of Miller Workshops: (Arthur) Neither Walter (1) nor Arthur (0) have received much of any kind
of follow-up requests for improvement. The decision at the last Clinical was to not pursue the improvement
opportunities identified by most of the participants but to let them contact BTC themselves, evidencing an
interest and intent . Each participant was sent his/her CEU Certificate and original improvement worksheet
(if they left one). Clough suggested that we do follow-up with the participants in some way — such as send
the AP article to all of them.
6) The Next Miller Widgets Intervention — Improved Version: (Arthur) Arthur noted that we tend to assume
that folks “got it” to the depth that we think, but that this is not necessarily the case and the “electricity that
Miller generated went to ground”. Miller had an intro to customers, product, and outcomes but not to process or how to do the improvement work / how to go about solving their problems. Marcel suggested that
we might also ask Ken & Blake for their suggestions for improving the workshops and getting to our goals.
Arthur said that the next workshops are currently scheduled for two days, March 11 & 12, with a total of
four 1/2 day workshops @ $150/person. He was thinking that the first day’s workshops could be an improved repeat of December’s. The second day’s workshops might deepen the knowledge base of the December and March first day participants. It could, if there is sufficient interest to warrant a second day, provide participants the opportunity to follow up on their learnings from the first session, identify how they can
implement what they’ve learned, and understand their business processes & how to respond effectively to
competing customer interests. Lita again suggested the possibility of extending an invitation to county and
municipal governments, as well as to State service contractors.
7) DOP 1-5 & 2: (Arthur) Walter noted that DOP 1-5 was pretty much done. DOP 2, however, has to be
completely redesigned and developed. Tentative timeframe discussed is May/June for DOP 1-5 and October for DOP 2. The point was made that it is far easier to get staff who are interested in becoming CI-Ps
than it is to get managers/supervisors who will support the time it take for CI-P training and practice. Ann
believed that folks get the content/commitment intellectually but don’t know how to internalize it in order to
put into actual practice. There is not only a lack of trust among program silos but also, now, competition for
funding, staff, time, and materials.
8) CI-P Certification—Update: (Arthur) Merle has submitted her portfolio; Nancy is completing hers. It was
felt by some that the expectations for the portfolio are not specific enough — the how the portfolio is formatted and what precisely the content looks like and contains seems to be left up to the individual CI-P. Given
the emphasis in Lean on standardization, how much individuality should there be? Lita will pull together the
certification material and distribute it for use and further discussion.

Lean Lab: Card Activity
Adjourn

Rescheduled to the February Clinical.

After Check-out, Clinical was adjourned. Sheryl Smith has volunteered to facilitate the February 20th Clinical & Ann O’Brien the March 20th Clinical.
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Brewer auto parts plant
to close next year
reprinted from

Bangor Daily News — January
20, 2009
By Eric Russell, BDN Staff

BREWER, Maine — A local automotive
parts company that employs 127 people in
eastern Maine announced on Monday that it
will be phased out by mid-2010 in yet another ripple effect of the sagging national
economy.
Representatives from ZF Lemforder, a
worldwide supplier of driveline and chassis
components with U.S. headquarters in
Northville, Mich., were in Brewer to deliver
the bad news.
“We are saddened to learn that the Brewer
facility will be phased out,” said D’arcy
Main-Boyington, Brewer’s economic development director. “The city has worked
closely with ZF Lemforder for many years,
and they have been a great part of this
community. The loss of these jobs and
their corporate citizenship will be a blow to
the entire region.”
The German company, which operates 119
plants in 25 countries, indicated that other
plants in the U.S. also will be consolidated
in the coming months.
"The industry is facing unprecedented consolidation and commoditization of the product base," said Bruce Wrenbeck, vice president for chassis components at Lemforder.
"With the significant reduction in vehicle
production volumes and a continual increase in competition, we are forced to
make very difficult decisions in order to
maintain our viability."
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The Brewer plant, located in the city's
East-West Industrial Park, opened in 1980
as Lemfoder's first North American plant.
It produces tie rod ends and ball joints for a
number of vehicle makers, foreign and domestic.
A sister facility, Brewer Automotive Components, opened in 1989 in the same industrial park as a joint venture between ZF
Lemforder and Somic Ishikawa of Japan,
another leading parts manufacturer. Lemforder stressed on Monday that Brewer Automotive Components and its employees
will not be affected by the recent decision.
Lemforder in Brewer has experienced several minor setbacks in recent years that
have shrunk its work force considerably.
In October 2004, the Brewer plant laid off
18 employees because of a lag between
contracts connected to one of its production lines and a weak national economy.
At that time, Lemforder employed 315 in
Brewer, according to published reports.
In March of last year, the plant had a
"temporary volunteer layoff" that affected
10 workers, five fewer than the company
initially anticipated. Those layoffs were related to a strike by the United Auto Workers union against American Axle & Manufacturing Inc.
Just last month, the company announced
that 45 employees at the Brewer plant
would be furloughed -- or temporarily laid
off -- for about a month in a cost-saving
measure.

Cont’d on p. 9 —
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Cont’d from prior page —
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Bryan Johnson, a spokesman for Lemforder, said the December 2008 layoffs
were precipitated by General Motors and
Mercedes shutdowns. With no cars being
manufactured, he said, there is no demand
for the steering components made at the
Brewer plant.
David Farmer, spokesman for Gov. John
Baldacci, said he was unaware of the Lemforder announcement, although he was not
in his office Monday in observance on Martin Luther King Day. Baldacci was in Washington, D.C., for the inauguration of President-elect Barack Obama.

-

-

-

-

-

-

-

-

-

-

"I can say that the [state] Department of Labor will offer as much assistance as it can
to help these workers," Farmer said.
Main-Boyington said the city of Brewer also
will assist in the transition process, which is
likely to begin later this year. Johnson said
some employees will be offered severance
packages.
The Lemforder spokesman also said the
company will work with the city to find another tenant for its industrial park.

*

*

*

*

*

Lean Concepts — Value-Added: Creating value based on customer demands and needs (define the customer & product)
 Identify & perform activities/tasks that increase the value of the service/product for the customer -- anything else that is not necessary is
waste.
 For an activity to be value-added, it must meet 3 criteria:
1) The customer must value it and be willing to “pay” for it.
2) It must change the form, fit, or function of the product / service.
3) It must be done right the first time.

 It must meet all three criteria because it:
 Provides a common, shared understanding of what value-added is

for the organization.
 Prevents missing opportunities by inadvertently classifying an activ-

ity as value-added – once there is agreement that something is value-added, the organization accepts and agrees that it must remain.
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The primary purpose of the Bend the Curve Team
is to provide support, consultation, assistance, and
leadership in process and other improvement approaches and activities for State staff and work
teams as they seek to continually improve their
work culture, procedures, processes, and environments – in order to meet the mission of the department and the expectations of Maine citizens.

Office of Lean Management, DHHS
221 State Street

We’re on the net !

Augusta, Maine 04333-0011

http://www.maine.gov/dhhs/btc
http://www.maine.gov/labor/bendthecurve/

OLM/BTC Staff:
Walter E. Lowell, Ed.D. CPHQ, Director
Phone: 207-287-4307
walter.lowell@maine.gov
Julita Klavins, M.S.W.

Continuous Improvement Practitioners:
BTC Intervention Facilitation Status

Phone: 207-287-4217
lita.klavins@maine.gov

Miller session
set for 3-11 &
12 / DOP 1-5
re-scheduled
Planning is continuing
for the March 11-12,
2009 Ken Miller set of
workshops.
Check the BTC Calendar
in Outlook’s Public Folders & come to the planning meetings.
The intensive introductory CI-P Bronze first
level training (DOP 1-5)
is being rescheduled to
the middle of 2009, with
planning and design for
the provision of this
training to smaller
groups, if needed.
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DHHS

DOL

DAFS

Kate D. Carnes

L

Jorge A. Acero

O

Rae-Ann Brann

L

Nancy Cronin

O

Michael T. Brooker

IA-O

Wendy Christian

IA-O

Nancy Desisto*

L

Deidre A. Coleman

IA-O

Rebecca S. Greene

IA-L

Jane French

L

Joan A. Cook

CL

Lyndon R. Hamm

IA-CL

James Fussell

L

Stephen C. Crate

IA-O

Alicia Kellogg

C-O

Marcel Gagne

O

Arthur S. Davis

L

Billy J. Ladd

CL

Julita Klavins

L

Merle A. Davis

L

Michaela T. Loisel

IA-L

Don Lemieux

C-O

Eric Dibner

O

Muriel Littlefield

C-L

Peter D. Diplock

O

DOT

Walter E. Lowell

L

Brenda G. Drummond

IA-O

Michael Burns

C-O

Jack Nicholas*

IA-O

Anita C. Dunham

IA-CL

Jessica Glidden

O

Ann O’Brien

L

Karen D. Fraser

L

Rick Jeselskis

IA-O

Cheryl Ring

C-CL

Timothy J. Griffin

L

Robert McFerren

IA-O

Terry Sandusky

L

Gaetane S. Johnson

IA-O

Sam McKeeman

C-O

Clough Toppan*

CL

James J. McManus

IA-CL

Jeffrey Naum

IA-O

Helen Wieczorek*

IA-O

Scott R. Neumeyer

IA-O

Bruce H. Prindall

IA-L

DEP

John L. Rioux

L

Carmel A. Rubin

Sheryl J. Smith

L

OPEGA, Legislature
Matthew K. Kruk

*

Community CI-P
L - Lead

IA-O

IA - Inactive

IA-O

C – “Champion for Lean” -not facilitating

CL – Learning Co-Lead

O – Learning Observer
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